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ABSTRACT 
Tampereen ammattikorkeakoulu Tampere University of Applied Sciences Degree Programme in International Business  SENRA-NYMAN, LUCINDA Managing Multicultural Teams in Constant change   Bachelor's thesis 43 pages, appendices 5 pages December 2020 
This thesis aims to answer the research question “How to lead effectively a 

multicultural team”. The goal of the thesis was to define a clear strategy on how 
to manage most effectively a team in a multicultural environment. Which 
competences in a team leader are more appreciated and how to manage and 
understand cultural diversity. 
 The first task was to do a literature review on theories related to the topic and 
then to interview several people working in a multicultural environment. During 
the interviews the purpose was to try to understand what their opinions were on 
issues related to the thesis topic, what is their opinion about working in a 
multicultural team, what kind of leadership they appreciate, and what are the pros 
and cons of working in this type of environment. Also, there are some questions 
for leaders that have experienced leading multicultural teams. 
 The results have shown that communication is the most challenging issue for 
preforming everyday tasks in multicultural teams. Having a leader with the right 
skills helps to bring forward the best performance out of a diverse team. 
Nevertheless, having people with cultural awareness, open mindedness, 
willingness to accept the differences is a must for working in an environment 
outside of their comfort zone. To lead a multicultural team most effectively, each 
team member must be treated as an individual by the team leader. The culture is 
an important consideration, but more important is to integrate the team member 
properly and to be willing to accept differences. 

Key words: multicultural teams, leadership, communication, cultural awareness 
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1 INTRODUCTION 
 
 
Nowadays, the world is so globalized that it is normal to move abroad for better 
career opportunities, or to do an international project abroad. Thus, the formation 
of multicultural teams are quite commonplace and that can be a source for new 
challenges. The team leaders are responsible of putting together a team and to 
lead them with the goal of getting the best out of each individual. We can find 
different language patterns, ways of working, cultural habits and other issues that 
may arise. It is important to learn how to overcome the obstacles and succeed 
together as a team.  
 
This thesis has information about how to work in a multicultural environment, that 
can be useful for companies, leaders and employees. It answers questions as to 
what type of skills are needed to have a good interaction while working with other 
cultures and what is the impact of a good leader on the team performance. This 
topic is important for me because I am living and working abroad, and it is a topic 
that is present every day. Through this research, it will consolidate all the studies 
that I have done for the degree in International Business. Also, it will allow me to 
understand people better, and how I can integrate myself easier in a new 
environment. 
 
Therefore, the aim of this thesis is “How to lead multicultural teams’ effectively?”. 

The research methods used will be qualitative, using interviews face to face to 
people who are working in multicultural teams. The interviews will consist of three 
parts, starting with basic questions such as gender and age group. In the second 
part, the questions will be more about attitudes and conflicts of working in 
multicultural teams. The final, third part will focus on building understanding about 
what type of leaders they have and what is a leader point of view of leading 
multicultural teams, in case the interviewee is a leader themselves. To finalize, 
the outcome will be described and then analysed. Finally, the conclusions will be 
outlined according the aim of this thesis.  
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2 THESIS PLAN 
 
 

2.1 THESIS TOPIC 
 
Nowadays, companies are much more diverse in culture, language, 
backgrounds, and those can become really challenging and work very well. In a 
project, where there is a defined milestone, the teams are formed quickly, and 
team members need to adapt the best way possible but also leaders need to 
know how to manage these teams. Since I am working in a multicultural team 
that has been changing from time to time, I decided to study more in depth how 
managers lead multicultural teams and also how team members adapt. 
Therefore, the thesis topic I chose is “Managing multicultural teams in constant 

change”.  
 
In a multicultural team, the major challenges are communication, verbal and 
written, way of working, organization of the workload, team building, different 
backgrounds and ways of expressing themselves. It is important to have teams 
with a good common understanding and define a strategy on how we can 
overcome obstacles effectively when they exist. Multicultural teams can bring 
success or failure depending on management choices. The overall goal of the 
thesis is to define strategies to empower multicultural teams and outline the major 
challenges in the everyday working life. 
 
 

2.2 THESIS OBJECTIVE, PURPOSE AND POSSIBLE RESEARCH 
QUESTIONS  

 
The organizations are more diverse, with many multicultural backgrounds and 
different ways of leading people. Therefore, more challenges are added to the 
working life and adaption to multicultural teams need to be handle in a smooth 
and harmonized way. Leaders have an important impact in the team, making 
them feel more comfortable and integrated but can also be the opposite. 
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Unfortunately, there are still some prejudices against certain cultures, and it is 
difficult to manage the working life and deal with it.  
 
The purpose of this thesis is to investigate how multicultural teams have been 
handled and how to improve the integration of new employees in order to make 
them feel more comfortable and welcomed. What are the main challenges that 
employees have it and, which type of leadership they feel comfortable with. 
 
The main goal is to suggest to companies in general a clear strategy on how to 
manage most effectively the team members in a multicultural environment. Which 
competences in a team leader are more appreciated by multicultural teams and 
how to manage and understand cultural diversity. Therefore, the research 
problem is identified as how to manage multicultural teams. This, leads to 
formulating three specific objectives which are the following: 

I. find out if the members of the multicultural teams have cultural awareness 
II. find out what type of leadership employees feel more comfortable with 

III. find out what leaders think of leading multicultural teams 
 

Therefore, the main research question of this thesis is: How to lead multicultural 
teams’ effectively? In order to help to answer the main question, there are other 
sub questions that need to be made to support the main question. They are the 
following: 

I. Do multicultural team members have cultural awareness?  
II. What type of leadership do employees feel more comfortable? 

III. What is the leader’s point of view in leading multicultural teams? 
 
 

2.3 CONCEPTS AND THEORY  
 
 

2.3.1 Multicultural teams  
 
Since the beginning of times, men learned how to work with each other’s to hunt 

for food, to build shelter, to defend themselves against animals and protect from 
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the weather. Humans have learned to cooperate, to communicate and work 
together for a common drive. Cooperating with others bring a better productivity 
which beneficiated all the people involved. The concept of a team, a group of 
people working together for a common goal, was been shaped and the results of 
working as a team brought a sense of individual and collective satisfaction, 
achievement, and learning that as individuals, combining efforts we achieve team 
and organizational goals. (Claire B.Halverson 2008, 3) 
 
Nowadays, with the globalization, people move to other countries and 
multicultural teams, are shaped which, has becoming more common in 
companies. Since the 90´s, the study of the topic has been developed by different 
academics. In 1997, Bailey and Cohen, defined a team as “A team is a collection 

of individuals who are interdependent in their tasks, who share responsibility for 
outcomes, who see themselves and are seen by others as an intact social entity, 
embedded in one or more larger social systems and who manage their relation-
ships across organizational boundaries.” (Claire B.Halverson 2008, 241). 
Therefore, in a team it does not matter the age, the gender, the cultural 
background, religion, etc., what bound them is the nature of the relationship 
involved in the organization and the synergy involved in the work. Subsequently, 
in a multicultural team we have other factors that can bring an extra challenge to 
the members and to the managers that lead them. In 2001, Marquardt and 
Horvath defined multicultural teams as “Task oriented groups comprising people 

of different cultural backgrounds”. (Claire B.Halverson 2008, 5) Therefore, 
multicultural teams, according to Claire B.Halverson (2008) “is a collection of 

individuals with different cultural backgrounds, who are interdependent in their 
tasks, who share responsibility for outcomes, who see themselves and are seen 
by others as an intact social entity embedded in one or more larger social 
systems, and who manage their relationships across organizational boundaries 
and beyond”. (Claire B.Halverson 2008, 5). In a team, it should not matter if their 
members are all from the same nationality or not, the aim is to have the best 
performance possible and to work in the most efficient way. In an organizational 
environment, where this thesis is focus on, the diversity of a team needs to be 
assessed and their relationships are important to the success and performance 
in the workplace. 
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2.3.2 Team development 
 
As any other team, a multicultural team have different stages of development. 
When the team is formed, people don’t know each other’s and can be very 
exciting in the beginning but after a while can generate problems. According to 
Tuckman, 1965, there are four stages of team development: Forming, Storming, 
Norming, Performing, Adjourning (figure 1). Therefore, in any team that a new 
member arrives, or the leader changes, it is normal that the process of team 
development can regress, and it is required to adjust. (Framework, 2015). 
 
Forming it is the first step to create a team and they all need to have a common 
objective to work towards. When people form a team, they don’t know each other, 
they might feel hesitant if they will get along or not. It is good to start knowing the 
team members with some superficial questions and see what they have in 
common. Team leaders here are responsible for choosing the team and 
identifying the objectives ensuring the responsibilities and roles of each member. 
(Elsey 2014).  
 
Storming is the phase after forming the team, it is important that they start working 
together and solve challenges and misunderstandings to progress with their 
work. This will start bringing conflicts between individuals within the team. People 
have different ways of working and might cause some problems. The team leader 
here needs to intervene if need it to solve conflicts. The leader acts as the 
trustable person of the team, harmonizing the environment. (Elsey 2014). 
 
Norming, the members of the team start to settle down and concentrate on the 
tasks. There is common values and communication that makes all members feel 
comfortable and suggest constructive inputs for the team. The team starts to be 
more like a team should be, cohesive, harmonious, trust, creative and eager to 
accomplish their goals. (Elsey 2014). 
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Performing, at this stage the team works is focus in their goals. There is a 
collaboration between team members, shared responsibility and motivated to do 
a good job together. Every member shows flexibility, with job titles becoming 
transparent and working efficiently. There is no more conflicts and each input is 
seen as valuable. Team leaders here can encourage the team and reward the 
achievements. (Elsey 2014). 
 
Adjourning is when the project comes to their last stage. Some team members 
are already thinking about other things outside the project and are not focus. 
There is excitement for the project be in his final stage and a sense of 
accomplishment. (Elsey 2014). 
 

 
FIGURE 1 Tuckman four stages of team development (Coach 2019) 
 
 

2.3.3 Culture 
 
Culture is an important part of our human nature, and it is with us every day 
represented in our society. We found culture in our mother tongue, music, 
religion, beliefs, food, habits, everything that was thought to us while we were 
growing up. When we move to other countries, we are exposed to new cultures 
and that can be a shock and a learning experience. When working in multicultural 
teams, we must be ready to accept cultural differences and learn with it. 
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According to Hofstede, culture is “the collective programming of the mind which 
distinguishes the member of one group or category of people from another.” 
(Context 2011). This definition says that culture is a group of people that is 
inserted in the same society that has the same values, habits, traditions, basically 
the same core values.  
 
 

2.3.3.1 Hofstede’s model of national culture 
 
Hofstede was a social psychologist that studied 88000 employees in 72 countries 
and developed a model that can be seen why the culture has an impact in the 
way of working. This model is important to understand how to manage different 
cultures and a good tool for managers. For each country, Hofstede gave a score 
on each dimension which can be seen in Table 1 and the dimensions are 
represented in Figure 2. (Context 2011, 9-13) 
 

 
 
 
Power distance-is the dimension that explains the relationship between the ones 
that are in power and the subordinates. In a company is the relation between 
managers and employees. When we have cultures with a high power distance, 

Hofstede´s dimensions of cultural differences

Power distance

Individualist vs Collectivism

Uncertainty Avoidance

Masculinity vs Feminity

FIGURE 2. Hofstedes dimensions of cultural differences 
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people are more willing to accept power inequality meaning that the ones in high 
positions believe that they have special benefits. In low power distance societies 
we find that power is more equally distributed.  
 
Individualism versus collectivism- is related on how people are inserted in the 
society. Individualism is when each individual is responsible for themselves. 
Collectivism is when a society is focusing on the relationships as a group. From 
the (Table 1), we can see that Germany for instance, has a high individualism 
level and every person is expected to take care of himself and his immediate 
family. In China, we find the opposite with a collectivism society that families are 
a bigger circle and are expected to keep bounds with all extended family like 
uncles, cousins, grandparents. 
 
Uncertainty avoidance - refers to how society deals with challenging situations, 
doubts and indecision. In cultures with high uncertainty avoidance don’t like 

instability and having it can cause stress and anxiety. The work environment 
needs to be stable and even if they do not like they will keep it. For instance, in 
table 1, Spain has a high level of uncertainty avoidance which means they need 
more stability in their life, more structure, and feel threaten when there is 
uncertainty. In the contrary, Denmark has a low level of uncertainty and the 
society is more open to changes in their lives. They are more comfortable with 
risky situations like changing jobs and open to new ideas.  
 
Masculinity versus Femininity – is when in a society we find the distribution of 
values between genders more noticeable. Masculinity is the characteristic that 
accentuates ambition, differentiation between gender roles, work prevails over 
family. Femininity societies we find less social differentiation between genders, 
men and women are both caring and have nurturing behaviours. In high 
masculinity societies, we find that work is normally more important to people 
taking priority over personal life; the gender roles are more defined. In low 
masculinity countries we find Finland (Table 1), where women have the same 
values as the men. When we are in countries with high masculinity such as 
Japan, there is a gap between men’s and women’s values being women less 

visible in society than men.  
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TABLE 1. Hofstede`s Model of National Culture. Adapted from Geert Hofsted. (Context 2011) 

 
 
 

2.3.4 Leadership 
 
In companies, and many other areas in life, there is a need of having a leader 
that guides our way to success and to achieve our goals. The concept of a leader 
has been defined by many authors as that person that inspires and builds in each 
one of us an inner desire to achieve more. In a company context, the leader is 
that person that directs their employees to succeed a company goal and that can 
be their manager, or another person defined to be the leader. Jossey-Bass 
defined leadership “a relationship between those who aspire to lead and those 
who choose to follow “ (John Willey & Sons 2007) According to this statement, a 
leader is that person that guide and inspire the ones that are following. To be a 
leader, is more than being promoted to that position, that person needs to know 
what his doing. There are different types of leaders with different styles and 
qualities and they need to know what they are good in. In the article by James M. 
Kouzes & Barry Z. Posner they have defined the Five practices of leadership 
(Posner. 2003).  
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2.3.4.1 The Five Practices of Leadership Model 
 
Model de way- in this type of leadership, leaders must show that they are 
relievable and authentic. They need to be clear on their values and line up their 
actions with their ideas. It is expected from a leader to show the example, being 
consistence makes others believe in their actions and people can trust them. In 
this practice, the team can trust in the leader and believe that they are doing a 
good effort. Leaders set an example and build a good reputation between their 
followers. (Posner. 2003) 
 
Inspire a shared vision- Leaders are responsible for sharing their vision and make 
their followers to embrace the same goals. As a leader, it is important that their 
followers have the same goals and mind-set of the leader. Therefore, the vision 
needs to be clear and well communicated and if it is not credible, people don’t 

trust them. Leaders cannot impose a vison, instead they have to inspire. (Posner. 
2003)  
 
Challenge the process- in this leadership it is usually when leaders are very 
innovative and they try to implement new techniques. They are fearless and they 
accept that sometimes not everything goes well. It is important to make mistakes 
and understand that many times is a step forward on the process. It is a good 
way of teaching to their followers that we are all humans and it is part of the 
learning process to make mistakes. This type of leadership creates a good 
dynamic between them and the team which allows new ideas to flow easily and 
without fear. (Posner. 2003) 
 
Enable others to act- leaders create a close relationship with others to make them 
to feel comfortable and integrated in the creativity process. It is important for 
leaders to empower their followers and make them feel they are important. This 
type of leadership brings motivation to all knowing that they are part of the 
process. (Posner. 2003) 

 
Encourage the heart- when leader accomplish something good they like to share 
their rewards with others. This makes people feel that they are part of the team 
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and they all did something to accomplish that reward. This is good for everyone, 
it empowers the team and there is positive attitude. Everyone likes to be 
recognized when they do something that helped the company to achieve their 
goals therefore, leaders recognizing this creates an inspiration in all personal to 
do it better. (Posner. 2003) 
 
 

2.3.5 Motivational leadership 
 
The organization of a team can change at any time for diverse reasons. In a 
project, team members can arrive and go at any time and this change requires 
an adaptation of everyone involved. Likewise, leaders can change at any stage 
and employees can be apprehensive and result in dissatisfaction of the team, low 
performance and engagement. To manage those changes, it requires an effort 
from all parts to adapt the change. Therefore, there are several theories about 
what really motivates people and how leaders can manage better their followers.  
 
Frederick Herzberg introduced the Motivator-Hygiene theory also known as the 
Two-Factor theory of job satisfaction. He researched what motivated employees 
during the 1950s and 1960s and discovered that people are influenced by two 
sets of factors: Hygiene and Motivators. The hygiene factors are the basic needs 
that people need to have to be happy for example a salary, security in job, working 
conditions, company policies and administrative polices, fringe benefits, status, 
interpersonal relations. If this does not exist, people are already unhappy and can 
lead to job dissatisfaction. However, having hygiene factors does not guarantee 
satisfaction on job. For the motivational factors this will lead to positive 
satisfaction and are essential to work. These factors motivate the employees to 
have a better performance. for example, employees like to achieve company 
goals and have recognition for that, like to have responsibility in their tasks. In 
figure 3 we can see a summary of hygiene and motivator factor. (Gawel 1997) 
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FIGURE 3 Two-Factor theory from Frederick Herzberg. 
 
 

2.4 METHODOLOGY AND DATA 
 
For the thesis research methods, the best strategy to use is a qualitative method 
based in interviews face to face. Qualitative research is a non-numerical method 
that is based on observations, interviews and surveys and it is conducted in small 
groups to investigate beliefs, attitudes and concepts of behaviours. It is focus in 
investigating the perception and attitudes of each interviewee and analyse. This 
type of research is mostly used by political science, social work, and education. 
Ethnography is one of the sciences that use qualitative methods on their 
research, they study cultures, countries and organizations and they apply the 
qualitative research focusing in interviews and observations. Since my thesis is 
focus in behaviours of people, I believe that is the best method to use in my 
research. (K. Hammarberg1 2015) 
 
In order to analyse my data, all the information that I have collected during the 
interviews it will be recorded in my computer using the tool google forms. After 
that, I will go through all the answers by groups of questions that I have defined 
previously. For instance, each question related to multicultural teams is inserted 
in the same group. Then in each group, I will search for the most common 
answers that were given and underline the important points related to each 

Motivatiors Factors
• Achievement
• Recognition
• Work itself
• Responsability
• Advancement

Hygiene Factors
• Interpersonal relations
• Company policy
• Supervision
• Salary
• Working conditions
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theme. After all interviewees being reviewed I will see what the common and 
different points of each group are and make my analyses and define my 
conclusions. (Dudovskiy 2011) 
 
The interviews are going to be made to a couple of colleagues that are working 
in multicultural environment. I would like to get at least 10 different experiences 
and also give my opinion about the topics. What I intended with this proposition 
is to understand if people with background and experiences have similar opinions 
and what differs from each other’s. To protect the personal data of each 
interviewee I won’t ask the nationality, the task that he/she has and their name. I 
will go through all the topics I want to explore such as multicultural teams, culture 
awareness, leadership in point of view of leaders and followers.  
 
The interview questions consist in three parts, starting with basic questions such 
as gender, age group, background of having experience in working in 
multicultural teams and for how long. For the second part the questions will be 
more about attitudes and conflicts of working in multicultural teams, how they 
overcome challenges, team building activities are done, pros and cons of working 
in multicultural team, main challenges adapting, and what their leaders have done 
to integrate their team members. Third part of the interview is going to be focus 
in understanding what type of leaders they have and if they are satisfied with their 
managers. Also, I would like to have the point of view of leaders in leading 
multicultural teams.  

 
 

2.5 THESIS CONTENTS 
 
In the chapter 1, Introducing on the background of this thesis. Framing the theme 
with importance of today’s working environment and how significant is for 
companies to be aware of this topic.  

 
In the chapter 2, Thesis plan, presenting the thesis topic, objectives and research 
questions. Also, concepts and theories that will be the base for the conclusion of 
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this thesis. To finalize, the methods and data that will be used in this thesis will 
be presented also in this chapter. 
 
Chapter 3, Theoretical framework, justification on the choice of my theories that 
will provide basis for the conclusions of the thesis.  
 
For the chapter 4, Data analysis. The focus of this chapter is to present the results 
and the analysis collected from the interviews. The analyses will be conducted 
based on findings from the data collection and using the theoretical framework to 
support the analysis. After the presentation of the data, a clear an objective 
analysis of the results will be presented in detail. A subchapter for suggestions of 
improvement it will be also included. 
 
Chapter 5, Conclusion, this final chapter presents the thesis conclusions of all 
research.  
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3 THEORETICAL FRAMEWORK 
 
 
The research led in this thesis is a general approach to all industries that have a 
multicultural environment at workplace. Since the world became more globalized, 
the flow of people increased, and the work culture has become more diverse. The 
research problem of this thesis is how to lead multicultural teams effectively. 
Thus, it was necessary to define concepts and theories that will support the 
results of my research. In this chapter, I will justify the choice of the theories 
presented in chapter 2 that will support results. 
 
 

3.1 Multicultural teams 
 
First, since this thesis is about multicultural teams, it was necessary to define the 
concept of a team and also multicultural team. From the several definitions I found 
in the literature, I chose the one from Bailey and Cohen (1997) because it makes 
more sense for the organizational context of the thesis. Bailey and Cohen (1997) 
did not make a differentiation between team and a group like Katzenbach Smith 
(1993) (Claire B. Halverson 2008, 4). For me, in a team each individual does not 
do exactly the same job, but are interconnected by the same goals, and in the 
company hierarchy have the same responsibilities and rights. As for multicultural 
teams, the definition from Marquardt and Horvath (2001) complemented the 
definition saying that in a multicultural team, the people involved are just from 
different backgrounds.  
 
As working in multicultural teams, Brannen in 1994 have studied them and came 
out to the conclusion that “team members might be more homogeneous than the 

national cultures they are part of”. (Claire B.Halverson 2008, 7). This fact is 
because they might have similar educational background, professional and 
socioeconomic subgroups. On the contrary, team members might differ from age, 
religion, race, nationality, culture, and other subgroups. However, all of these 
facts might have a positive or/and negative impacts depending on how they are 
managed by their leaders. To have cultural awareness, it is important to be 
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emotionally intelligent and to understand that we should be open to adapt to new 
types of working, language patterns, habits, communication styles in order to fit 
in the new culture. A multicultural team needs to have people that are emotionally 
intelligent and each one of their members take the time to understand their 
colleagues and make sure that everyone feels welcome.  
 
During the research, many authors have studied the topic of working in 
multicultural teams and they came to conclusions on what are the pros and cons. 
For instance, Brannen and Salk’s (2000), have done a research on the effects of 

multicultural diversity in a team and came out the conclusion that cultural 
differences do not necessarily have a negative impact on team performance. The 
differences among the team members are not the source of conflicts, but 
organizational context and the response of each individual to the cultural norms’ 

mediate differences. Having a multicultural team is more than just adapting to 
other culture, but also to the culture of the company and knowing how to deal with 
people. The importance of the personality of each member is more significant 
than the cultural background. (Claire B.Halverson 2008, 7) Williams and O’Reilly 

(1998) came to the conclusion that “diversity does not have any predictable 

effects on team performance”. This means there are more factors that influence 

the performance of the team such as organizational aspects, the type of task, 
different work experience, educational background, and communication skills.  
 
Jehn et al. (1999) studied the team performance of a multicultural team and said 
that “social category diversity led to higher team morale when task 
interdependence was high”. Trefry and Vaillant (2002) “multicultural team 

members reported enhanced capability to deal with unexpected events and 
increased self-confidence. Team members also stated that they had re-examined 
their perspectives when confronted with different perspectives.” Therefore, 

multicultural teams are more challenged than homogeneous teams and that 
leads to more creative problem solving with organizational context having more 
influence than having different cultural backgrounds. In international projects, as 
the one I am inserted in, brings diverse persons together and create the best 
environments for problem-solving. In the article “Why Diverse Teams are 

Smarter” it is possible to understand that having multicultural teams and 
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heterogeneous is good for the companies. (David Rock 2016) In this article, we 
understand that having a group of people in a multicultural environment can 
stimulate the creativity and improves the performance. As a group, there is more 
deliberation and though on the topics instead of being impulsive. The team 
members are more willing to work together in finding a solution to a problem.  
 
As like many other teams, being part of a multicultural group brings some added 
challenges to everyday working life. Many researchers have mentioned that are 
four main challenges for multicultural teams. In the article “Managing Multicultural 

Teams” are pointed out the following ones: (Jeanne Brett 2006)  
 
• Communication –it is so important that the message that we are trying to pass 

through does not have misinterpretations. In some cultures, there are styles of 
communication more direct and frontal, where you can discuss and ask any 
question openly. In others, this can be seen too aggressively and can become 
uncomfortable.  

 
• Trouble with accents and fluency- when the common language that the team 

has is not their first language, everyone has a different accent and vocabulary 
in different levels. In these situations, team members can really completely 
miss the message and understand something else. Also, when there are more 
members from a specific culture that speaks the same language, the other 
members might feel uncomfortable and feeling left out when they are around 
a language that they don’t speak.  

 
• Differing attitudes toward hierarchy- this point is related to power distance 

relationships. Some cultures follow the hierarchy level and a relationship 
between managers and employees is seen as the manger the authority and 
powerful figure. Other cultures are more equal with a flat hierarchy, even 
though they have also managers the relationship between employees and 
managers is more equal and less authoritarian.  

 
• Conflicting decision-making norms- a team decision making needs to be 

agreed by everyone how it will be done among them. Some cultures are faster 
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in their decisions and do not need to discuss further the topics, while others 
enjoy going deep into the details and investigate further. Having different views 
of decision can be a conflict so for that reason is good that the team decided 
in rules. 

 
 

3.2 Team development 
 
Team development is an important part of the success and productivity of any 
team, but it is even more important in a multicultural team. Therefore, multicultural 
teams have more challenges in finding harmony working together due to all the 
differences that are presented in culture, values, language and others. Thus, it is 
important to have a team that knows how to work together. For that, leaders need 
to assess and help teams to have a smooth development until they are fully 
formed and being productive.  
 
From the several models existing about team development, I chose the theory of 
Tuckman (1977) because is the most commonly used, less complex and it works 
in all kind of teams such as at workplace, school and human relations trainings 
for instance a psychotherapy group (Claire B.Halverson 2008, 82). This model is 
also proven by other researchers such as Mary Maples (1988) that it works well 
as she had tested with her students (Claire B.Halverson 2008, 82). The model 
helps individuals to know better their colleagues, create better work relationships,  
strengthens communication and productivity. At any phase of the team 
development, it is required a good competence from the leadership to address 
the issues that are coming along for the team to progress to the next step.  
 
 

3.3 Culture 
 
The impact of culture in a team has a big influence on how the dynamics of a team 
flow. In a multicultural team, are present many cultures and sometimes it can cause 
clashes between team members. Therefore, it is important to understand culture 
in order to avoid misunderstandings and unnecessary conflicts. In teams with 
many cultures, leaders are responsible to acknowledged differences in 
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behaviours and norms, and he’s responsible to develop common rules for the 

team. It is a challenging task for the leader to integrate everyone and direct the 
team. The Hofstede´s model is very well known and important to the study on 
how culture can influence people’s behaviour at workplace. His study is used in 
the thesis to see if the interviewees have cultural awareness of the differences 
between their culture and others.  
 
Cultural awareness is important when people are interacting with people from 
other cultures. In multicultural environments it is really important to recognise and 
understand that others have different values and cultural background than us. It 
is perfectly normal that the behaviour that we are used to, in another country is 
completely different. In an organizational environment is even more important to 
have awareness of these differences to avoid misunderstanding especially if we 
assume that other people should understand what we are saying. Therefore, it is 
better to have a mind set that everyone is different until we are familiar with them. 
When being aware of cultural differences, it improves the work relationships and 
awkwardness of not knowing how to behave around others culture. It is really 
important to be respectful and accept people's opinions, rights and feelings. It will 
bring us personal and professional growth and everyone’s benefit from it. 
(education 2019) 
 
To be cultural aware there are a few facts to consider. According to the article 
“How to develop Cultural awareness at workplace” the following practices should 

be considered (Moran 2019): 
• Learning about others culture such as values, history, national holidays, food 

culture, beliefs, country, language 
• Do not make assumptions about cultural stereotypes  
• Treat people with respect  
• Increase knowledge about different cultural practices and issues through 

cultural awareness training. 
• Understand the importance of appropriate communication. 
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3.4 Leadership  
 
Leadership is important to guide teams to better perform and be successful. 
Therefore, leaders are an important part of the accomplishment of the team and 
how well the team can work together for the common goals. Each team member 
needs to feel that is part of the group and contribute to the purpose of the team. 
In multicultural teams, it is even more important to have skilled leaders that knows 
how to integrate every individual from different cultures. The right leader should 
know how to deal with differences in the organization and be prepared to act 
when problems are urging.  
 
According to the leadership techniques, I have chosen the Kouzes and Posner 
Five Leadership Practices because it is based on people's personal experiences 
on leadership. In these practices, leaders are using different techniques to do 
their best and being the most effective leaders possible. Many studies have show 
that these five practices are still used today and are associated to good leaders 
where their employees feel satisfied (Posner. 2003). Therefore, these techniques 
can be also applied to multicultural teams as well as homogeneous.  
 
In a multicultural team it might happen some issues due to cultural differences 
and leaders can use techniques to solve them. I have decided to use the 
techniques from the article “Managing Multicultural Teams”, since they are most 
common techniques that managers and leaders use during conflict situations 
(Jeanne Brett 2006). The techniques are the following ones:  
 
• Adaptation –this is used by managers when they instead of trying to change 

people, try to adapt and integrate them in the team. Most of the time we know 
that when there is a change there is time to adapt to the new dynamic in the 
team and that is normal and accepted by manager. Perhaps, the new team 
dynamic will work well, and the team will explore new opportunities and ideas 
to be productive and benefit with those changes. It is good that each team 
member recognizes the cultural differences and learns how to work with 
others. 
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• Reorganizing – when a manager sees that a team is having conflicts and not 
being productive the reorganization of the team can be a solution. People don’t 

get along with everyone for any reason and regrouping teams can have a 
positive push forward for everyone.  
 

• Managerial intervention-this technique is used when managers see that the 
decision being taken can cause conflicts or disagreements. Therefore, the 
manager decided to intervene and being one step forward of the team so there 
won’t be discussion about the decision. Normally, it is used when the project 
or the company is facing a critical path on the way.  
 

• Exit- this is the last resource that a manager could use to solve a conflict in a 
team, to remove a member. This strategy can help the team performance and 
if that specific member is very conflictuous and none of the other techniques 
resolved it, it is better to remove that member. 

 
What motivates each employee might be different from person to person. Leaders 
need to understand what really motivates each individual and how to do it. When 
people are motivated, they feel good and can perform their job the best way 
possible. The theories of motivation leaderships help leaders to understand what 
motivates people. From the different theories such as Maslow hierarchy of needs, 
I have chosen the Two-Factor theory from Frederick Herzberg because it is focus 
in employees’ productivity and is used as guidance to improve organizational 
performance. On contrary, Maslow theory is focus in hierarchy, where the basic 
needs always need to be fulfilled before going to the next one. (hut 2011-20)  
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4 DATA ANALYSIS  
 
 

4.1 RESULTS OF THE INTERVIEWS  
 
 

4.1.1 1st part of the interviews 
 
The interviews were made to 14 individuals that are currently working in a 
multicultural team. In the appendix 1, there is a list of the interview questions I 
have made to my interviewees. The first part of the interview consisted in general 
questions. Most of the interviewees had previous experiences from the past in 
working with other nationalities and just one person it was the first experience. 
The interviews were quite balanced in terms of gender to 8 men and 6 women 
and big part of the age group was between 25 to 44 years old. There was 2 people 
on the age group 45-54 and 1 on 55-64 years old. It was interesting to collect 
information from younger people that are still starting their careers and see their 
insight on the topic but also to others that have been working for long time have 
brought valuable information to my research. Most of the interviewees have 
worked in multicultural teams more than 1 year and up to 5 years and 6 people 
have worked more than 5 years. The main feedback of working in multicultural 
teams was mostly positive from all participants with just one participant not having 
a very good experience. The reason for negative feedback was because of 
misunderstandings on communications when the message that was supposed to 
be transmitted was lost in the interpretation. The positive feedback of working in 
multicultural teams had several points mentioned by the interviewees, people 
said that they enjoy learning about new cultures, the dynamics between the 
colleagues allow them to learn new ways of working, enrichment of their personal 
and professional skills. In the next part of the interviewees I will go more in detail 
about the topics. 
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4.1.2 2nd part of the interviews  
 
In the second part of the interviews the first question was about integration in the 
multicultural team and most people did not have any difficulty in integrating. 
Although, 5 of them have felt difficulties and the reason was primarily because 
different behaviours and attitudes of their colleagues. The main challenge was 
not about their culture but more about the shock of a different way of working and 
the problems that arise such as misunderstandings, different language patterns 
and working culture. Overall, all of the interviewees have stated that main 
challenge is primarily difficulties in understanding others accents and fluency, 
following communication problems, adaptation to hierarchy and other reasons for 
example interpretation of the message that their colleagues are trying to transmit, 
and culture habits such as different time breaks. There was just one person 
stating that they have had conflicts within their team and that was very 
challenging for them to connect to their colleagues.  
 
In terms of team building activities, most of the interviewees have done for 
example workshops, leisure activities like football games, going to a bar and 
barbecues with their teammates after worktime to build their team mindset. The 
team environment of all participants was quite good with just one person not 
having a good work environment asserting that the team did not share the same 
vision and objectives and there was no wiliness of helping others to improve the 
work environment among them.  
 
When I asked the question, what are the pros and cons of a multicultural team, 
all interviewees mentioned that learning different cultures is very positive and 
allow them to understand how to adapt their manners to different cultures. Being 
in a multicultural environment makes their work environment more interesting 
where they can have different perspectives, exchange of knowledge and problem 
solving is more efficient. Overall, it makes them more open minded, accept 
other´s people perception, and enriched their human and professional skills. For 
the cons, communication is the point more mentioned by all participants, when 
their common language is not so fluent it becomes difficult to decode the 
message they are trying to transmit. Therefore, the starting time to be productive 
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takes a little bit longer due to misunderstandings and also different ways of 
working becomes a challenge. One interviewee mentioned that the work 
environment is more competitive that people wants to show their skills and 
succeed more. Another con is that sometimes happens that people have pre-
concepts about some nationalities, and those people are put aside. Although, 
stigmatizing people happens everywhere but when this happens, I believe it 
enters in a more personal choice of character from each person rather than a 
consequence of a multicultural environment. Finally, another con mentioned is 
that people of same nationalities tend to be together and speak in their own 
language and that makes the others team members to feel excluded. 
 
When a new team member arrives to the team, most of them had a proper 
introduction to the team and 5 of them did not have. Nevertheless, most of them 
did not have difficulties to adapt to the team and the only person that had 
difficulties have mentioned that it was just in the beginning and that happens 
always when he/she arrives to a new team independent of being multicultural or 
not. In this case, I believe it is a matter of personality, this person might be more 
introverted, so it makes a bit harder but not impossible the integration.  
 
When it comes to the cultural awareness, all the interviewees have a good 
understanding of the differences between themselves and other´s culture. In the 
graphic bellow we can observe the answers to each cultural awareness question 
that I have made (figure 4). The questions where 100% of people were confident 
that they can manage well were the following ones: all interviewees try to 
integrate, are tolerant to others people beliefs, take the experience to build up 
their cultural intelligence, and are sure that they can be friends with people from 
different background than themselves. These matters are very important, and it 
shows that they are receptive to new ideas, cultures and respect differences. It is 
an important characteristic for working in a multicultural environment and 
embracing a challenge of working outside their comfort zone. 
 
From the topics where the interviewees find that they have difficulties to 
understand and integrate were: 1 person finds it difficult to be aware of different 
cultural habits, 5 people said it is difficult to modify their speech style by changing 
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accent or pitch of voice, 4 people find difficult to change the way they act when a 
cross-cultural encounter is required, 1 person is not confidence in the ability to 
deal well with people from different cultures than his/hers, 4 people said it is 
difficult to adapt to lifestyles of different cultures, and last 3 people are not 
confident in the ability to deal with an unfamiliar cultural situation or encounters. 
All of these points show that it is necessary to do a little bit of investigation before 
going to the new multicultural environment. When it is the first experience or there 
is a big cultural shock the adaptation to the new environment becomes a bit 
harder, but it is not impossible. As it shown before, all the interviewees are willing 
to integrate, open minded and patient to learn with the process.  
 
For the questions where some of the interviewees said they are not so confident 
were: 2 people said that they don’t try to learn more about others culture, 3 of 

them are not aware of culture habits, 3 cannot modify their speech style to suit 
people from different cultures, and 1 cannot easily change the way they act when 
a cross-cultural encounter happens, also 1 don’t have confidence in the ability to 

deal well with people from different cultures, 1 person cannot adapt to the lifestyle 
of a different culture with relative ease, and for last 1 person is not confident in 
the ability to deal with an unfamiliar cultural situation. All of these “No´s” just show 

that people need time to adapt and this process is not linear for everyone. To 
change the accent, it takes practice and time, the more time spending with others 
the easier is to understand others and the way that we should speak to them. 
Other topics like the way of acting in cross-cultural situations, ability to deal well 
with people from different cultures, adaptation to the lifestyle and dealing with an 
unfamiliar cultural situation, it is a question of experience that is acquired during 
the time. For the other question where 2 people answered “No”, they do not try 
to learn more about the others culture, I believe it is when the project they have 
been is so short that they might not have time to learn more.  
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FIGURE 4 Number of answers for each cultural awareness question. 
 
In addition to these questions, I have asked each one of the interviewees to 
comment if they think they have cultural awareness and explain further their idea. 
All of them have said they believe they have cultural awareness and at first, when 
there is a new situation, they are more careful to learn their cultural manners. 
There was one person that gave the example when she encounters colleagues 
that they are muslims, she is a bit more cautions at first to understand how the 
other person acts with her. However, what she mentioned was that she does not 
want to be disrespectful or impolite. Another person has mentioned that when 
talking about different believes such as religion or people´s right with their 
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colleagues, he does not know how to react when he understands that the others 
opinion is different from his. Although, he does not want to clash with the person 
and so he listens and respect the others opinion.  
 
Overall, everyone agreed that adaptation is something that takes time and we 
need to be comprehensive, patient, tolerant and open minded. We all have some 
type of stereotype about others culture and this needs to be demystified slowly. 
It is required to have emotional intelligence to be working within a multicultural 
team but also with everyone even in the same culture.  
 
 

4.1.3 3rd part of the interviews  
 
In the 3rd part I have asked questions about leadership in a perspective to 
understand leaders and followers. The first question was related to a change of 
leadership and most of interviewees had experienced a change of their leader 
during the time they were in the team. Just 5 people did not suffer any change at 
the moment. In terms of adaptation to the new leader, most of them said it was 
an easy process to adapt to the new leader even though there was a new way of 
leading and personality. One person stated that when the leaders have more 
experience the transition is smoother. There was a person saying that their new 
leader was a previous member of the team and for this reason was a better 
experience in the transition. However, the ones that said that it was not easy have 
commented that the communication and language was a problem for them, it was 
difficult to follow new ways of working, and the new leader did not know the 
followers and the way they are used to work. It is perfectly normal to take time to 
adapt to the new leader and feel comfortable to the new status quo.  
 
To try to understand which type of leadership the interviewees have at the 
moment, several questions were made and figure 5 shows a graphic with the 
results. The type of leadership that the leaders of the interviewees are using more 
at the moment is Model the way and Encourage the Heart. These types of 
leaderships, as mentioned in chapter 2.3.5.1, leaders are relievable and authentic 
and shows that followers can trust in them. Also, these leaders enjoy sharing 
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rewards and make people feel that they are important and empower their 
followers. (Posner. 2003).  
 

 
FIGURE 5 Leadership styles practiced by leaders to the interviewees 
 
Regarding the type of leadership that people prefer most, in the figure 6 it is 
presented a pie graphic that show the answers given. Enable Others to Act 
(28%), Model the Way (22%) and Inspired a Shared Vision (22%) were the most 
selected from the 4 models presented in the chapter 2.3.5.1 Many of the 
interviewees would prefer to have a combination of several types of leadership 
instead of just one type. As we can see from the previous question, Model the 
Way is a model that is been used by the leaders of these people and it is highly 
appreciated. Enable Other to Act is another style that people enjoy being led 
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since gives them freedom to do their work without being controlled all the time by 
their leaders. Inspired a Shared Vision shows that people enjoy having a figure 
that they can fill inspired and is a source of excitement about the work.  
 
For the other types of leadership, Encourage the heart (19%) and Challenge the 
process (9%) were not in the top 3 picked but still they have significant 
importance. Encourage the heart is when the employees get recognition on the 
good job they are doing and celebrate the victories with their leaders. The model 
Challenge the process was the one that scored less from the 4 types of leadership 
perhaps because it requires a leader that needs to be very innovative, try new 
ideas and experiment. In some industries where there is safety criteria to follow 
and regulations from authorities this type of leadership cannot be implemented.  
 

 
FIGURE 6 Pie chart on preference leadership styles by the interviewees 
 
When asked to the interviewees what their preference of leadership is, the 
answers most given was that a leader needs to be trustworthy, needs to trust in 
their team, support and empower them. I understood that people like a leader 
that guide them but is not too much suffocating and give them the freedom to be 
creative and come up with their own solutions. If there is a case that the team 
needs help, they would like to count with their leader to guide them and push 
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them further. As we can see from the figure 6, the optimal leader for most people 
is a combination of Model the way, Enable other to Act and Inspired a Shared 
Vision.  
 
When interviewing leaders, I had the chance to talk with 5 people that were 
leaders before or are leaders at the moment. The main challenge for them is to 
have a clear communication with their team in order to be the most 
understandable possible. They also have mentioned that is a bit difficult to put a 
team working together for the same goal. When leaders had to manage conflicts 
within the team the strategy they choose most was to let the team members time 
to adapt. All of the leaders have a cultural awareness and they have in mind that 
the team is composed by different cultures and theirs differences in all of them. 
In terms of skills that a multicultural leader has gained after leading these teams 
are most to have an open mind to new ideas, problem solving, and 
communication skills have improved. The total experiences were good and 
enriched them as a person.  
 
 

4.2 ANALYSIS OF THE INTERVIEWS  
 
 

4.2.1 Do multicultural team members have cultural awareness 
 
To answer to the main research question, it is necessary to answer the support 
questions first. Therefore, the 1st one is: Do multicultural team members have 
cultural awareness? In the 2nd part of the interviews there was several questions 
made to the interviewees about cultural awareness and all of them have 
demonstrated that they have good cultural awareness. From the 11 questions 
made that are presented in figure 4, almost all of them had a score of more than 
80% answering yes and demonstrating people are aware of other cultures and 
have the capacity to adapt to new cultural environments. Since all of the 
interviewees are working in multicultural environments for more than 1 year, with 
50% working from more than 1year up to 5 years and 43% working for more than 
5 years, it shows that it is possible to adapt and work along others cultures and 
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that makes them grow personally and professionally. As I understood when 
making an open question about cultural awareness, they all need time to adapt 
to the new environment and all have demonstrated that they come to the new 
environment with an open mind and willing to be comprehensive, acceptable and 
patient. These findings came along with what other researchers have found 
before. In chapter 3.3, cultural awareness is important to avoid 
misunderstandings and just brings to all of us personal and professional growth. 
 
As for my suggestion related to this topic, a personality test could be done when 
recruiting people that need to work in an international environment even if it is not 
the first time. With this personality test we can detect what kind of behaviours and 
attitudes people have towards the unfamiliar situations. In this research, I did not 
go in detail regarding this topic. However, people that have worked for so many 
years see themselves working only in multicultural environments. From the 
question about pros and cons most of the answers were positive saying that 
working in this type of environment is very interesting and give them different 
perspectives and enriched their human and professional skills. 
 
As seen in chapter 3.1, people even though they are not from the same culture, 
when working together, find they have more in common than they have thought. 
As it shown in the results of the interviews, working in a multicultural environment, 
people enriched their emotional intelligence being open to accept others´ 
differences and make sure that everyone feels welcomed. Moreover, 
understanding culture is good to avoid misunderstandings and unnecessary 
conflicts. Even though, Hofstede´s model talks about different cultural ways of 
working by countries, in this research I did not ask for their nationalities in order 
to maintain the confidentiality of the interviewees and also not all of them have 
been working together. I cannot say that gathering people from similar 
characteristics described by Hofstede works better. From the interviews what was 
visible is that people need to be willing to try to understand cultural differences, 
need to be self-aware that their own beliefs can be strange to other cultures, they 
must do a little bit of research to learn different cultures before stereotyping, be 
more accepting, and understand that everyone at first has the same fears and 
experienced the same in terms of adaptation. Therefore, my conclusions come 
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to meet the findings in chapter 3.1 about the positive things of working in a 
multicultural team. 
 
When leading a team, a leader has a big influence in how a team is performing. 
Every member is different not because of their cultural background but because 
their personality, character, knowledge, experience and so on. It is the role of a 
leader to motivate their team and make the best outcome. When a leader puts a 
team together, it is expected that the chemistry of the team is not immediately 
sparkled and a leader here is the one responsible to build the team environment. 
As seen in chapter 2.3.2, Tuckman have shown that a team goes through several 
stages before they all feel comfortable to work together and this also applies here 
in multicultural teams. Every time that the team suffers a reorganization the team 
goes back from the step they were before. Nevertheless, this model by Tuckman 
can be a helpful tool for leaders to help them detect in which phase the team is 
in. Now, the leaders can detect what is going wrong and support the team to excel 
the problems and move forward to the next stage.  
 
 

4.2.2 What type of leadership do employees feel more comfortable 
 
For the 2nd support question: What type of leadership do employees feel more 
comfortable, the 3rd part of the interviews have shown that people enjoy a leader 
that is confident, understand the strengths of their followers and give them 
freedom to take responsibilities and to learn during the process. This type of 
leadership is called Enable Others to Act and this type of leader shows that he 
trusts in their team, knows how to manage and direct people to their best 
potential. When using this leadership style, leaders know that they have a very 
skilled team and those people are not learning their job for the first time. This is 
a good style when the team has experienced members and they know what they 
have to do and have more autonomy. The other leadership style that people 
preferred is Model the Way and is when leaders show the example transmitting 
security for the team. These leaders show the right attitude, have competences 
and know how to communicate what needs to be done. When having a leader 
that shows the example, people feel inspired, encouraged and directed to the 
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right path. At last, Inspired a shared Vision is when leaders have an imposing 
figure that their followers see them as an inspiration to do better for the team. In 
conclusion, people would prefer to have a sort of characteristics from their 
leaders. There is not just one preferred style of leadership but a combination of 
several. Leaders must adapt their leadership style to their team in order to 
potentialize the capacity of the team. (Posner. 2003) 
 
All the styles of leadership considered in this thesis were presented in chapter 
2.3.4.1. Even though those preferred styles were the most mentioned by the 
interviewees it does not mean that everyone enjoys being led that way. A leader 
needs to know what type of leadership is best to be put in used according to their 
team members. Also, each member is different and some of them need more 
guidance while others are quite independent. There are people that enjoy their 
freedom of choice, others required to have a constant reminder on what to do 
next. This is also related to their own culture and the way they have been led 
before. Overall, it is difficult to make everyone happy and being part of a team 
people need to understand first what is their common goals, their own roles, be 
humble that someone might know more than them, try to not be conflictive and 
trust in their leader. As per the motivational leadership of Frederick Herzberg 
present in chapter 2.3.5, people have different motivations and a leader can help 
in improving the motivators factors to have a better performance from their 
employees. 
 
 

4.2.3 What is the leader’s point of view in leading multicultural teams 
 
At last, the 3rd support question: What is the leader’s point of view in leading 

multicultural teams? The main difficulty for a leader is communication. Since 
communication is so important in everyday tasks, a leader should be a person 
that have good skills in the language used by the team, knows how to be clear 
and transmit the message the most effectively possible. In order to become a 
good leader, a leader also needs to be aware if their team is understanding or 
not the message and try to adapt his style to the audience. Therefore, becoming 
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a leader in a multicultural environment requires more effort in communicating the 
right message and beware the impact that has in the team. 
 
Another difficulty mentioned is putting people to work together for the same goal, 
it seems that leaders are getting the feedback that the team is not connected. For 
that reason, doing team building activities can help the leaders to break the ice 
among the team and people can get to know each other’s in a different 

environment other than at work. During the interviews, one of the questions was 
about team building activities and interviewees mentioned doing workshops, 
leisure activities such football and going to a bar and barbecues. Overall, the 
team environment was quite good from all participants. In this case, where 
leaders say that they feel difficult to put the team to work together perhaps doing 
other kind of team building activities such as games where the team needs to 
work for the same to solve the problem for instance Escape rooms, which we can 
find several in Finland. Nevertheless, doing these games it can help to motivate 
the work culture, can helps in problem solving and decision making, boost 
communication among the team, helps in the creative process, and definitely 
helps to create work relationships with your colleagues (Erts 2016).  
 
As it seen in the chapter 3.1, one of the main challenges for multicultural teams 
is communication. Since leaders also feel the same as the members of a team, 
this should be worked better. When coming to a multicultural environment the 
language skills should be evaluated and tested to understand if there are 
difficulties. In this case, not just verbal communication is important but also 
nonverbal. The way that a person presents themselves can convey confidence, 
strength, knowledge of the topics or completely the opposite. There are many 
sources of information and trainings for leaders and to improve the 
communication skills. Continuous professional growing is good to become better 
at our jobs. Some articles have mentioned to improve communication there are, 
for instance, some the following strategies (Patel 2019): 
 
1. Posture- leaders should learn how to present themselves for transmitting 

confidence and avoiding being discredited. It is important to learn body 
language to be aware of what other people have the perception of us.  
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2. Over-communication- studies have shown that an audience only absorb 2.5% 
of what the presenter is saying. Therefore, leaders should acknowledge that 
people won´t remember everything they have said. Sharing information and 
registering important things can solidify the message.  

3. Avoiding visual aids-most of time visual presentations are not strong enough 
for a message to be retrain. It is better to tell a real example to communicate 
the right message. 

4. Feedback-after a meeting or a communication of an important milestone it is 
good to ask for feedback to see if the audience understood the points of what 
was said. Here, leaders must understand every feedback is welcomed and 
helps building a better communication.  

5. Discussion-talking for long time can disengage the audience therefore, when 
leading it is good to make an open discussion to understand if others are 
involved in the topics being discussed. 

6. Know the audience-to communicate well it is important to know for whom 
leaders are talking too. In a team, normally, the leader knows the members 
and he/she should know what type of language he can use and the cultural 
norms. That is why cultural awareness is so important in this multicultural 
environment. A gesture has several meanings in different countries for 
instance, thumbs up in most European countries means “ok”, but if we go to 
Japan or Russia it is an insult. 

7. Listen- as Richard Branson says, “Listen more than you talk”. A leader needs 
to hear their followers to make sure that everyone is being listened and are 
part of the project.  

 
For leaders, it is important to understand also that people have different 
motivations. Therefore, sometimes it is difficult to put them to work together when 
their motives are different. When building a team, a leader needs to know several 
particularities of their members such culture, experience, background and so on. 
All these things are screened in a recruitment process but knowing how to act in 
front of a diverse team is really important. In chapter 2.3.5, it was presented the 
Motivational leadership theory by Frederick Herzberg. Understanding that 
employees enjoy achieving goals, be recognized when accomplish something, 
enjoy having responsibility of their tasks, enjoy going to work and progress in their 
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jobs. Keeping the team motivated it will lead to productivity and a good work 
environment. However, leaders need to know that people are distinct and at 
different stages of their career, different motivation are presented.  
 
When conflicts emerge in a team, it is the role of a leader to manage them in the 
best outcome possible. In chapter 3.4, there were presented some intervention 
techniques such adaptation, intervention, reorganization, managerial intervention 
and removing a team member. During the interviews the technique most used 
was adaptation. When a team is formed, people do not know each other’s, and 
several points of view can often be the source of conflicts. It can be that a person 
might feel threaten because they have so much experience and what was 
proposed to them might not be according to their expectations. Nevertheless, 
several reasons can be part of conflicts and human relationships are difficult to 
manage and can exist several reasons for team conflicts such different age 
groups, hierarchy, values, culture, beliefs and so on. For this reason, it is really 
important when a team is formed to defined norms related to decision making, 
coordination, communication, conflict management and develop trust to prevent 
conflict (Claire B. Halverson 2008, 118).  
 
Moreover, since the adaptation was the one mentioned more in the interviews, I 
believe that this would be one of the first techniques to be used when problems 
are first time appearing. Let time for the members to adapt to the new team and 
definition of rules and norms. If this technique does not work, the other ones can 
be put into practice being the exit the last one. Removing a team member, it 
seems quite drastic and very serious. Since I have started working in a 
multicultural team, I never saw this been used and leaders always try to use the 
best of all team members.  
 
 

4.2.4 How to lead multicultural teams’ effectively 
 
The main research question: How to lead multicultural team’s effectively, can now 
be answered. There is no perfect formula to lead a team but a combination of 
efforts from everyone involved working together. We need leaders that are trained 
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to adapt their styles to their teams, and we need everyone involved with emotional 
intelligence and cultural awareness.  
 
In this research, the main findings on how to manage a team effectively requires 
the right skilful leader that knows how to put the right multicultural team together. 
The characteristics of this leader according to the findings of the research are the 
following ones:  
• Trustful-it needs to show that is a person of trust to their team and can be 
receptive to help when people need 
• Confident-should show that knows what his doing and transmit that to others 
around him 
• Respectful-needs to understand that all people are different and respect others 
culture, beliefs, personalities and differences  
• Non-judgemental- even though he might be from different cultural background, 
a leader cannot be judging people for their personal choices 
• Cultural awareness- it is really important that a leader is aware of cultural 
differences and want to learn from other people more about their culture 
• Communication skills- one of the most important traits of a leader is to be able 
to know how to have a good verbal and non-verbal communication 
• Listening, have the capacity to listen everyone and understands their 
strugglers, suggestions and feedback  
• Adaptable-be aware that different people require different leadership styles to 
be managed and recognized how to lead best that person 
• Experienced- to manage and direct people to their top potential no matter their 
culture 
• Integrity- to keep their honesty and show a consistent of moral and ethical 
values to all team members in equal way 
• Emotional intelligence- be capable of understand how their team members 
react emotionally and see more than a face every day.  
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4.3 SUGGESTIONS 
 
In order to be the best leader managing a multicultural team, it is really important 
to have the right knowledge and skills. Therefore, doing constant trainings is 
important to keep up with new trends of leadership. Even though a leader might 
have all the necessary aptitudes, it is also fundamental to have the right 
personality and be in their best minded shape to accept the challenge to lead 
such diverse teams. A leader needs to adapt their leadership style to the team 
but also to the project. When leading young professionals, in the beginning of 
their career, he needs to know that experience is not their strong but, potential to 
learn and showing that they are capable of fitting in the team is what they will 
bring. Leading more experience people might seem easier because they know 
what to do, but it can be the opposite since they might feel they do not need 
supervision. Nevertheless, in a team we can find people from different age 
groups, gender, background, experiences, nationality, etc and that is what makes 
a multicultural team be so exciting.  
 
To lead a multicultural team the most effectively possible, I suggest that 
companies should provide some specific trainings to leaders but also to their 
employees. For leaders, according to this research, the most recurrent trainings 
should be:  
1. Communication-to learn how to communicate verbal and non-verbal in the 
best way adapted to multicultural teams.  
2. Cross-cultural awareness-when going abroad to lead a multicultural team, 
leaders should do a training how to do business in that culture. Even though the 
team might be mixed with people from different countries, it is good to retain 
knowledge and know how to adapt in that specify country if he has to deal with 
local people. 
3. Introduction to cultural diversity – when arriving to the new team, it could be 
good to have a presentation about the culture of each team member. This 
presentation could be done by the human resources or the leader could ask to 
each one of the team members to give a brief introduction.  
4. Business language- being a leader also requires trust in their language 
skills. If the language of the team is going to be English, why not to have a 
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business English course adapted to the activities of that team. For instance, if the 
team is working in the construction industry, learning the name of the machines 
and the tools beforehand can help him and the team. This type of business 
English normally should be provided by English teachers or native speakers that 
know well the correct vocabulary. 
5. Team building activities- to put a team together is more than gathering 
people. Learning how to actually create a united team that works for the same 
goal and helps each other’s is more difficult. There are plenty of activities that a 

leader can propose that can be found in the internet, but the most important thing 
is that the team is really involved and willing to be there bounding with each other. 
In this research I found out that playing football or making barbecues is a way of 
team building. If everyone is relaxed and is out of the work environment can be 
open to know the others better. In the following days of these activities I am 
confident that there will be other topics to talk and feeling free to ask help at work. 
6. Leadership in Multicultural teams- this course normally could be a 
refreshment on leadership techniques and how to adapt the styles to different 
people according to their culture. Introducing theory like Hofstede´s, and many 
other authors that have been studying this topic. Basically, all theories presented 
in chapter 2.3 are good to introduce multicultural topics.  
 
To put together a good multicultural team we should have diversity such as: 
native people, foreigners, women, men, senior people and young people. In a 
team, the first thing that matter is certainly the right skills to the job role that he/she 
will be doing. Secondly, according to the results of this research we need people 
that have cultural awareness, emotional intelligence, comprehensive, patient, 
tolerant, open minded and good communication skills. For this set of skills, during 
the recruiting process is possible to access if the recruited members have this 
sort of skills. However, it does not exclude the fact that they also need trainings. 
Investing in communication training, cross cultural communication, business 
language courses it is a way of having good professionals that fit well in 
multicultural teams.  
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5 CONCLUSIONS 
 
 
Concluding, to successful manage a multicultural team a leader needs to possess 
the competencies to adapt his style according the team members with a cultural 
awareness and emotional intelligence. In a multicultural team, it is important to 
have the capacity to adapt, integrate, want to learn new cultures, be self-aware, 
tolerant with others and open minded. After the interviews, the analysis of the 
results came to consolidate several theories presented in chapter 2.3. Also, I 
came to same conclusion as the studied made by Brannen in 1994 that in team 
people have more in common with each other’s than with their compatriots (Claire 
B.Halverson 2008, 7).  
 
Besides of having the right leader, it is also important to have good team 
members that are willing to accept differences and learn how to work with others. 
Cultural awareness is really important, but we just learn if we are curious enough 
to ask questions, to experience and be tolerant. Remembered us that we are not 
the owners of the truth and in every country, there is a different reality. Even in 
countries that speak same language for instance, Portugal and Brazil, there are 
differences in the culture, habits, religion and in the language itself.  
 
In multicultural environments, the biggest difficulty mentioned by all the 
interviewees was communication. Hence, this is the topic that need most effort to 
be clarified by all involved. The answer to a better communication is to learn the 
different cross-culture communication styles and leaders should defined norms 
on how communication flows among the team. Overall, the team leader is a key 
player for clarifying all topics before misunderstanding are created. Finally, 
working in a multicultural team has definitely more positive things than negative, 
it can open so many doors for the future professionally and personally as it was 
mentioned during the interviews. We are all here to make this world a better place 
and grow as human beings.  
 
In conclusion, everyone that is going to work in a multicultural environment must 
come without prejudices, be more accepting, open minded and understand that 



43  

 

it takes time to adapt to a new environment. We must be more tolerant with 
ourselves and with each other’s, being different brings more diversity to the 
workplace with various way of thinking and solutions to work problems. Hence, 
the importance of culture brings more flavour to the workplace and what really 
matters is the skills and the personality of the team and a good leader to manage 
it all.  
 
For further developments on the research of this topic, I would suggest 
investigating how the human resources of an international company is dealing 
with this topic at workplace. What they do to promote integration, awareness, and 
instruct their employees to accept multicultural differences. Also, how managers 
are educated to manage the teams, what kind of competences they work more 
and what needs to take to become a leader of a multicultural team.  
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APPENDICES  

Appendix 1. Interview questions 
1st part-questions 

1) Gender 
a. Fe  
b. Masc. 
c. Prefer not to say 

2) Age group 
a. 18-24 
b. 25-34 
c. 35-44 
d. 45-54 
e. 55-64 
f. Over 65 

3) Do you have previous experiences in working in multicultural teams 
a. Yes  
b. No 

4) How long have worked in multicultural team? 
a. less 1 year 
b. more than 1 year - 5 years 
c. More than 5 years 

5) What is your main feedback of working in multicultural team 
a. Positive 
b. Negative 
c. Describe briefly in a few words (mandatory to answer) 

 
2nd part- questions 
1. Multicultural Teams 

1) Have you ever had difficulties to adapt to other cultures? 
i. Yes  

1. If yes, why do you think it was hard  
ii. No 
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2) What are the main challenges you face every day in your 
multicultural team 

i. Communication / misinterpretations  
ii. Difficult understanding others accents and fluency 
iii. To adapt to hierarchy 
iv. Conflicts in your team 
v. Other (if other, please describe) 

3) Have you done team building activities  
i. Yes 
ii. No 

1. If yes 
a.  Workshops 
b. Leisure activities 
c. Others  

4) Do you feel your team has a good work environment?   
i. Yes 
ii. No 

1. If NO, What do think it could be done to 
improve? 
 

5) What do you think the pros and cons are working in 
multicultural team  

 
6) When you arrive to the team, did you get a proper 

introduction to the team? 
 

7) Did you have any difficulties to adapt to your new team 
i. Yes 
ii. No 
iii. If yes, why do you think that happened 

 
2. Culture 
These questions are to understand if people have sense of cultural 
awareness.  
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1. Cultural Intelligence 
When I come into a new cultural situation:  

1. I try to learn more about the culture of other team members 
2. I try to integrate 
3. I am tolerant to others people beliefs 
4. I am aware of different cultural habits  
5. I take the experience to build up my cultural intelligence 
6. I can modify my speech style by changing my accent or pitch 

of voice to suit people from different cultures. 
7. I can easily change the way I act when a cross-cultural 

encounter seems to require it 
8. I have confidence in my ability to deal well with people from 

different cultures than mine 
9. I am certain that I can be friend with people of different 

cultural backgrounds than mine 
10. I can adapt to the lifestyle of a different culture with relative 

ease 
11. I am confident in my ability to deal with an unfamiliar cultural 

situation or encounter 
12. Comment please the answers 

 
3rd part- questions 

Leadership point of view of employees 
13. Have you experienced a change of a leader in your team? 

Yes  
I. Was it difficult to adapt to the new leader 

No 
Inspire a shared vision:  

14. Does your leader is seeks new opportunities for the 
department/team 

15. Does your leader inspires you and others with his/her plans 
for the future 

16. Does your leader is able to get others committed to his/her 
dream of the future 
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Model the way  
17. Does your leader leads by ´doing rather than simply by 

telling´ 
18. Does your leader provides a good model to follow 
19. Does your leader leads by example. 

Encourage the heart 
20. Does your leader share rewards among the team when you 

all accomplish your goals 
21. Does your leader encourage collaboration among your team 
22. Does your leader get the group to work together for the same 

goal 
23. Does your leader develops a team attitude and spirit among 

his/her employees 
24. Does your leader has stimulated you to think about old 

problems in new ways 
Challenge the process 

25. Does your leader is innovative, always creating new 
approaches to problems solving 

26. Does your leader is not afraid of trying new opportunities for 
the team 

27. Does your leader creates a good dynamic between the team 
where new ideas can be put into practice 

 
28. Which type of leadership do you prefer and why?  

a) Model the way - leaders must show that they are relivable and authentic.  b) Inspire a shared vision-leaders share their vision and make their followers embrace the same goals  c) Challenge the process- in this leadership it is usually when leaders are very innovative and they try to implement new techniques.  d) Enable others to act- leaders create a close relationship with others to make them to feel comfortable and integrated in the creativity process.  
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e) Encourage the heart- when leader accomplish something good they like to share their rewards with others  
29. Describe a little bit your leadership preference? 

 
Leadership point of view of leaders 

1. Have you ever been a team leader in a multicultural team? 
Yes  
No 

2. What were the main challenged of leading a multicultural 
team? 

3. When you had to manage a conflict situation within the team 
which techniques did you use to help them? 

a) Let the team member time to adapt 
b) Reorganizing the team  
c) Intervention in decision making 
d) Removing a team member  

4. Do you try to understand different cultures? 
5. What skills you gained by leading a multicultural team? 
6. How was the overall experience? 


